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ARA POSTS . . 6"

18 mos. 18818 2 yrs 3 yrs = 242

A -
B , )
-Taﬁgico
A

"B

o |

R x _‘»*
x(1R&R) -

A
- B

Tijuana
A ,

B

Veracruz:
SR
B

Tégﬁcigalpa'

e
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AVKRAGE ACTUAL TOURS

" Senior and Mid-Level Officers

‘Departing Overseas Pogts

TABLE C

in 1965
0-5 .oa-/& 0-3 0-2 O-rl/CM/CAV TOTAL
AR Officers ' 15 13 18 "' g 5 59
Mg, Tour 26,5 26,9 26,2 33.0 34 27.8
ARA Officers 26 25 20 14 13 98
pvg. Tour . 31.1 33,9 397 2.5 6.2 3hid
EUR Officers 42 42 w2 23 180
| .+ Avg. Tour 33.8  43.5 42.5‘ 35.3  40.9 39.5 |
EE Officers 21 _ 29 21 13 11 95
Avg. Tour 27,4 328 303 3.3 285 297
. NEA Officers 4 19 17 12 8 70
" Ave. Towr  33.3 325 375 36,7 38.5  35.3
OTALS: Officers 118 128 | 123 73 &0 502
':fA‘vg.‘Tour' 31.‘1_ 35.9 36,2 32,7 35.2 3443
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- . TABLE D
AVERAGE ACTUAL_TOURS
Staff Officers - i
Dcpartjng Overseas Posts
in 1965
Seb____ S=5__ Sk 53 s2 _§1  Total
AF FSS0s w1 72 1 = e
| Averagé Tour - 24.8 24,0 241 30.0 ‘ 5.0' - 24.3 ‘
ARA F8SOs - 19 6 9 5 3 2 7A |
‘ Aver&ge Tour . 21.5 BO.Q-,, 29.9 38.4 30.7 56.5 28.5'
* EUR FSSOs 22 15 12 10 7 1 67
Average Tour  33.9  29.3  32.6- 26,9  37.4 37.0  3L.4
FE FSSO0s _ 15 8 8 3 5 - 39
Average Tour 23.9  22.9 2.6 8.7  29.8 - 25.7
NEA FS80s | 1 6 6 1 1 1 16
Average Tour 26.0 34.0 33.3 31.0 28.0 38.0 32.9
TOTALS FSS0s - o % 42 20 17 4192
v Average Tour 26,5 28,6  29.1  33.4  3L.5 47.0  29.1
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BROKEN TOURS

and Staff Officers

Senior and Mid-Level Officers

- Departlng Overseas Posts

in 1965

AR

Five Year Tours

Officers Departing
Tours Broken ~ Lenient Deflnltlon
~ Strict Definition
‘% of Tours Broken - Lenient Definition
~ 8trict Definition
Average Broken Tour - Lenient Def. (Months)
Average Length All Tours (Months)

1

Four Year Tours

Officers Departlng 11

Tours Broken - Lenient Deflnltlon ” 4
: -~ Strict Definition - 11
% of Tours Broken - Lenient Definition 36%

- Strict Def. 100%

Average Broken Tour - Lenient Def. (Months)33.5
Average Length All Tours (Months) 42.5

Three Year Tours

Officers Departing ' 16

Tours Broken - Lenient Definition 5
S - Strict Definition 5
% of Tours Broken - Lenient Definition 31%
Y - Strict Definition 31%

. Average Broken Tour - Lenient Def. (Monthe)25.6
- Average Length All Tours (Months) 32.8

Two Year Tours

‘ Offlcers Departing : 50
Tours Broken - Lenlent Deflnltlon . 8
- Strict Definition 8
% of Tours Broken -~ Lenient Definition 16%
- - Strict Definition 16%
Average Broken Tour - Lenient Def.(Months) 18.1
Average Length All Tours (Months). 23.2
TOTALS
Officers Departing N 44
. Tours Broken - Lenient Definition 17
‘ "= Strict Definition 2/
% of Tours Broken - Lenient Definition 22%
- Strist Definition 31%
27.9 -

» Average Length A1l Tours
. Approved For Release 2001/09/03 :

ARA

18
10

13

56%

| 2%

31.8

46,8

50

36
62%
72%

25,2

35.9

25
12
17
43%
68%
2l.4
29.1

40
12
12
30%
30%

13.3

240

133

64,
78
48%
58%
32.0

g
3

58
4%

B
37.6 .

50.8

66

-39

67%
25,2
36,9

39
19
24

49%
- 62%

21.9
30.4

47
13
13
287,
28%
17.6
245

230

109 . -

139"
&
37.7
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50%

. 75% .

34.0

49.0

58
35

60%

76%
28.5
37.6

30
18
21
60%

- 70%
17.7
24,4

20

40%

12.0
20,7

112
63
76

56
&
31.5
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NEA TOTALS -
I
4 104 :
3 53
% 78
C75% 514
1006 . 755
36.7  35.2
a2 3 49.7
27 212
14 0123
19 152
520 58%
0 S
26.9  26.6
39.0  37.4
26 136
8 62
13 80
317 465
50% 5%%
243 20.7
337 9.7
|
18 175 !
A A5
4 L5
22% 268
204, 2%
18.3 15,6 .
25.3  23.6 |
g6 638
3 285
M 361
37 :
. , o
35.0 3.0
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o - BROKEN_TOURS » ‘TABLE E Cont.

1. The lenient definition of a broken tour includes tours
terminating before completion of 54, 44, 33 and 24 months  for
assigned tours of 5, 4L, 3 and 2 year respectively.

"2, The gtrict definition of a broken tour includes tours
-~ terminating before completion of 62, 50 and 38 months for
agsigned tours of 5, 4 and 3 years (18+18) respectively,
“and three year tours (no home leave) which terminate in
less than 36 months. ' :

et
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REASONS FOR BROKEN TOURS TABLE F

Senior and Mid-Level Officers and Staff Officers
Departing Overseas Posts in 1965

REASONS FOR | T
BREAKING TOURS L2 3 4 5 6 .7 8 9 10 TOUAL
'FmSQMJ AT ; 3 .2 5 o 1 12
a9 1 .6 6 .2 12 1 4 3 3 4T
RR . 23 5 8 1 19 5 12 5 88
A S O N O N R A A
TOTALS 5 13 19 36 10 4 -6 24 9 10 218
% OF TOTALS 205 6% 9 17% 6 228 3% 1% 4B 6
FS0s_& FSS0s | | |
| AF 302 g 1 1 317
ARA 9 1 6 15 2 16 1 4L 6 4 64
WR 26 10 8 2 23 8 1 9 17
FE 5 7 4 13 79 2 L 10 2 63
- NEA 6 L7 1 o 2 3 1 3 3
" rotas 9 20 19 63 10 58 13 24 17 20 293

4 0F TOTALS 1 TE 65 220 % 208 4 & & T

KEY: 1. Resignations, retirements, deaths. '
2. Posts opened or closed; position moved or abolished.
3. Changes in key position, i.e.: Ambasgsador, DCM, AID Director,
Country Director or above in Department,
4. Medical, compagsionate, suitability.
.5, Within country transfers.
6. Operational needs of the Service.
7. Special requirements of 0/SY and other Departments (e.g. Commerce, Labor).
8. Training. _ _ '
9, 'Changes in original assigned tour. '
10. Other.

NOTE: This-data is for broken tours only when the original assignment was =
for two years or more. A broken tour is defined as any such tour
ending in less than 24 months, or a tour of 60,48, 42 or 36 months
which ended in less than 54, 44, 38 or 33 months respectively.
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DRAFT

143. Tours of Duty

'143.1  Definition

»

A tour of duty is the total time passed between first arrival
at a post_andﬁlas;”depérture from & post, including time spent
away from the post on home leave and rest and recuperation

L
B

- leave.

.- 143.2-1 Policy

The primary consideration in determining the length of a tour :
of duty is the effective accomplishment of the government's

business. It is the intent of policy that tours be as long

as.bossibie, consistent with efficiency. A tour abfoad ghould

" be of a duration which will give the Government maximum use of
the experience gained by an employee’in his assignment and also
take into consideration such factors as career_d;velopment,
personal preference and economy. Tours of duty will vary from

post to post, depending on conditions at the post, and will

vary from employee to employee, depending upon the position
. J;cupied. A normal tour for senior and mid-career officers
;Iincluding FSS0-5 and above, will be for'three'to fivehyeafs.
- A normal tour for\étaff support personnel (Grédes 10-7) and.
:junior FS0's, including junior FSSO's, is for two years.
The promotion of a junior officer to the mid-career level

does not normally alter the terms of an assignment made prior'

to promotion.

_Approved For Release 2001/09/03 : CIA-RDP82-00357R000600090038-0
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143.2-2 The tour which is assigned should normally be considered the

_ minimum and not the maximum period>which 18 to be served ﬁt
the post, The end of the éefiod sfated in the initial ordefé
‘is ﬁotvan sutomatic cause for transfer bﬁ; rather marks the
béginning of giigibilit& for transfer. Normélly,‘an officer .
will'not be transferred until én_onward gseigﬁment ié avallable '
for him. | |

" 143.3 . .Possible Tours

.143.3-1 Abroad
. -A;H Five Years
‘&, Broken by ho&e leave afté; 3 years.
b. ;Broken By home leave after 3 years ané 1, 2 o# 3. v
rest and'recuperation tripé; |
B. Four years
.a. Broken by home leaﬁe after 2 years.
b. Broken by home leave and 1 or 2 rest and
.recuperation trips.
C. Three Years
a. Unbroken ' : e
"b. Broken by home leave after 18 months.‘
¢, Broken by Iror Z’rest gnd recuperatioﬁ tripg.
ﬁ. Two Years |
"a. Unbroken
b. Broken by 1 rest and recuperation frip.
E.._LB Months (at posts of unusudl hardship)

Regulations on rest and recuperation leave are at 3 FAM 698.
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143.4

.yeﬁré for senior and mid-careexr officers.,

| ‘
3
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143.3-2 At _Home | o ‘

-

An assigned tour in the United States is normally two yeafé

for junior officers and staff support personnel, and four

i

el
bl

Guidelines
The need for flexibility ih administration and the variafion
in the circu@stances of the posts and of the employees maké 

it difficult to establish a standard tour of duty for each

post or to lay down rigid rules for determining tours of duty.

Bearing in mind that tours should be as long as possible,
consistent with efficiency, the guidelines below will be used °
in determining the length of a tour. ‘

Primary Consideration - In balancing the wvarious considerations

determining the duration of a tour of duty, the necessity for
the effective accomplishment of the gdvernment's business will
be glven greater weight than any other consideration.

Experience and Continuity at Post = The productivity and use-

fulness of an employee increases as he gains experiénce in his

i job, in the community and in the local language. A tour should

"bevlong enough to make maximum use of this experience gained

in the early stagég‘of the tour and to provide the continuity
which is essential in post operations. However, a tour should
not be of a length which causes an officer to become so deeply
immersed in local affairs.that he loses his objectivity as a

United States representative. In general a tour of over five

 years raises this question.

1

P §
L.
.! *
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Career Development - It is in the.governmeﬂt's;iﬁgerest that

" the abilities of 1ts officers be incfedgédéihféﬁgﬁza variety |
‘of experlences and_a series of inéreasing}y';éé;og;ible pogitions.
.Tours of duty should be of a'lengﬁh whic?f;hhanééé:career

development. - . |
Economy - Savings in travel and tr;nsportatibﬁAahould be effected‘h
'-vinsofar as possible by longer tours, sﬁortef distances of
- ;transfer.énd combination of home leave with transfer.

Personal Preference -‘Satisfying the personal preference of an

employee concerning & tour of duty has a strong‘influence upon -
" the empioyeé'a effectiveneés. This preference may be based

ﬁpou interest in an area or function, career aspirations, family
status, educational needs of chiidrén, évailability of housing
or health conditions. | o

Living Conditions - Hardship, unhealthful conditions, 1solation

and uncomfortable climate at a post are reasons for assigning
'tours which are shorter than normal standards would require.
=,£onger tours at such posts may impair employee efficiency and
morale, Howeve:, the availability of government paidntravel
~ to rest and recuperation areas shail be considered'in.determining“ﬁ
the duration of a tour and shall be used as a positive factor |

' in increasing the length of tours of duty as well as‘;n alleviaf_l

tion of hardship conditions.

Spacing of Transfers - Care should be exercised that g-post's
operations are not weakened by the_transfer'of too.many'key

- officers of State and of - other agenﬁigs at oune tiﬁé. The .
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officers, should take ;;propriate action to avoid this.
Two Years - A two-year tour for senior and midjcareer offi;ers
. should be assigned only when conditions at the post make é
short tour abaolutcly necessary.' Every attemptrahould.be
made to elimiﬁ;te the need for two-year tours by improving A
the cpn&itions of service at such postg; b;ihigﬁer differen-
 t1a1s,7by greater career opportunities, by use of homé leave

and rest and recuperation travel, and by other means.

Profeasional Challenge - The degree of professional chgllenge

: and‘expeqted growth in the officer's ability_shogl@ be con-
sidered in making assignmenta.v This is particularl} true in .
those assignments involving longér toﬁrs, since the normal
increase in an officer'a‘ability and rénk during the course
of a tour could create a disgparity between his capacity and
the responsibilities of the position agsigned to hiﬁ at the
beginning of the tour. In‘order to minimize this prgblem,
e$@ry consideration should be giveﬁ;to;shifting an officer at

f.the post to a higher poaition, to a different function, or to

"nincreasiﬁg his responsibilities in other_ways.' Examples would

‘kbe the shift of a subordinate officer to a section chief
position when a vacancy occurred, assignment of reporting or
administrative tasks to officers in less active sedtiqns,

" increased supervisory and.functional responsibilities in the
pame job, or shifts to another function ox to another agency

-at the same post. In addiﬁion, the posaibility of within-

" Approved For Release 2001/09/03 : CIA-RDP82-00357R000600090038-0
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: ' country transfers sho&ld be explored. .;}’ ' . &., ‘ Zfégi_f .
Training - Tréining assignments should norﬁally be at the'. '#E’fifff.
\ beginning, during, or at the end of an asaigﬁégnt in the | - l‘;%&;{
United States. Training is not npfmally'aareaaqnifor -  : ‘._J'i?F;:
rbreaking a tbuf. 7 B A ‘13.
 Home Leave - Transfers between péétu will be plnnnéd_to ﬂ F€;}{}
) coincide with home ieave, to the extent possible. | |
' Emﬁioyee'énd Post: to be Inforﬂediéf-the Duration .  ‘ ?f
A'_of'an Assigﬁment ' o o |
At the time eqch assignment is made, the amﬁloyee-and the :.5
post_wiii be informed regarding thé anticipatédlégfation' 
?nd Conditionshof the assignﬁeﬁt; The empioyae.;nd his
g poét wiil bé‘informed promptly of any changes. |
b | .
. o “

4
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PROPOSED LETTER TO ALL AMBASSADORS

We have recently reviewed our flexible tour of 4d£y policy and the
reSulta which it is yielding. While there seems to be widespread sotisfac-
tion with the policy, Fhere is considerable doubt that our implementation‘fioh
is attaining one of the policy s principal objectives-~1onger tours. The |
average actual tour served abroad by mid- career and senlor officera in :

1960 was 32.8 months, In 1965 it was 34.3 months, a rise of only 1. 5
months:o? 5%. | |

As you may remember, the dissatisfaction with our old‘tour of duty“

- policy led to the passage of 1egislation io 1961 authorizing home 1eavé;_‘
~after 18 to 36 months abroad and rest andirecuperation travel ot some .

posts. This enabled us to establioh our present poliey of tailoring

tours to fit the post, the position and the officer. While the policy L
recognized the need for short tours in some oircumstanoes, its aim wasg

to use the new flexibility as a means of lengthening the average tour

worldwide. Unfortunately, our officers continue to move frequently enough /)/ /

.to glive the impression to some high officials in the Government rigntly /; ///
Sor wrongly, that we are still on a merry-go-round. o .
Wi ..!'-.m. Jwﬁm

The tours being asai"nad are, in general of suitable 1ength with
20% of senior and mid—career officers being assigned for 2-years, 30% ,”
for 3 years, 40% for 4 years, and 20% for 5 years. But in the serving
of tours we afe falling down. A survey of'foura abroad ended in 1963
showa that half of them were not completed. In most cases fhere_vere

unavoidable Teagons, such as resignation, death health ouitability or

abolition of a position but in many other cases the Teason for breaking
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the tour was one which could‘ha;e been avoided by be;ter plamning‘anq
;édministratéon.

There is no inclination here'in the‘Department to arbi;rarily
'lengthen all tours or to establish rigid rules. The changing inter-
national situation and unforescen operational needs require fluld man—I
power, amd health and personal considerations oftén require early
transfer. It is recognized that im a service of ambitious officcré;

- where adVan;ement'ig often tied to transfer, théré is inevitable movement;
" At the same time, we do need to bear in mind that the main purpre'of an .
offlcer at any post 15 the accomplishment of the Government's business,

1 and that this is going to be best accomplished by offlcers who are
experienced on the scene. We are all aware of the difference in valuc
bflthe officer who is still getting acquainted‘and the one who already
knows the country, the people and the language.

There is no single change which will solve this long continuing
'problem of tours of duty. It will yield only to firmer implementation
'; :of policy in our day-to-day administration. The first thing we are
~doing is to issue new regulations (3 FAM 143) which will clarify and
strengthen our policy. Second, we are going to begin emphasizing three
' years instead of tmo years .as the normal minimum tour. Third, we are
going to scrutinize more closely all proposals for breaking'toqrs.
Fourth, we are requesting thqt posts emcomrage extensions of tours as
appropriate. Fifth, we are continuing our statistical watch on the
length of tours and are aiming for a world—ﬁide average actual tour of
36 months (in contrast with fhe‘1965's 34.3 months)t

In all of this, we will need your understanding and cooperation.
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‘We need your understaunding that the staffing needs of your post, save

in rvare. instances, will have to be filled by officers who have completed
a tour and are available for an assignment.  We necd your coopcration

in encouraging the complction of full tours at your post and the cxtenslon

of some as appropriate.

"I am evnclosing a copy of the report of the Working Gr()‘u'p on Tours

of Duty for your juwformation.

John M. Steeves

e
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